
1

Next 
Generation 
Digital 
Motivation:  
Using real time feedback, 
triggers and engagement 
automation

 An eBook by



2

Why do we need triggers, 
feedback and engagement 
automation?
We all know that employee engagement is important. Employees that are aligned with their goals, aware of their 
performance gaps, and motivated to improve, perform better. It’s stating the obvious. The big question is how to get 
there, and whether technology can help us do this at scale. This is where most digital motivation initiatives hit a wall.

A new breed of next generation performance and feedback systems are attempting to do just that: creating and 
maintaining a continuous personalized conversation between employees and managers with regards to performance, 
development and goals. 

In online marketing, personalizing messages and promotional activities has been possible for some time. It is called 
“Marketing Automation”. Hubspot, one of the pioneers in this field, defines it thus: “software that exists with the goal of 
automating marketing actions. Many marketing departments have to automate repetitive tasks such as emails, social 
media, and other website actions. The technology of marketing automation makes this easier”.

What if we could automate significant parts of the dialogue with the employee about their performance, sending 
them messages and nudges that are personalized, contain coaching and feedback and drive employees to better 
performance? What if the main input we’d use for this dialogue was real-time data? What if we could do this without 
getting into complex and implementation and technology challenges?

We can.

Welcome to performance management engagement automation. Just like with marketing automation, the core 
of the practice is about collecting the right data about the audience (employees), segmenting audiences and applying 
different rules and actions to engage employees with their goals and learning, at the right time and in-context.

Performance Engagement Automation: 
Applying automated engagement actions 
to engage employees with their goals, 
performance, feedback and learning, at the 
right time, level and context.

Roni
Highlight
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This practice delivers the following benefits:

• Personalized goals and targets
• Triggered activities and notifications to boost performance
• Automated, data driven feedback and recognition
• Continuous interaction with goals and performance
• Higher levels of dialogue and feedback with line managers
• Multiple opportunities during the day to nudge employees to act and have them reflect on their performance

In this paper, we will show how performance engagement automation works. Stay tuned.

Performance Management 2.0 – 
the Basics
Imagine having a new personal trainer at the gym. Your trainer will measure your body mass and define your fitness 
goals as well as build a personalized exercise plan. Your trainer will give you feedback during workouts and encourage 
you to persist. Every few weeks the trainer will set new goals and plans to fit your changing body. This is a continuous 
approach.

Traditional performance management isn't continuous - usually it involves discrete annual or quarterly goals. But with 
gamified systems, performance management becomes continuous and involves daily or weekly goals.

Monthly, weekly or even daily goals are very similar to fitness trackers. Fitness trackers continuously monitor activity 
data (counting steps, heart rate, etc.). During the process they encourage us to work out with relevant notifications and 
challenges, triggered based on our ongoing activity so we can meet our goals.
Modern systems are about engaging employees with daily, weekly or monthly goals that are measured in real time – 
adding engagement mechanisms, social proof and sometimes fun, to encourage the employee to do their best. Often, 
these systems include a microlearning component, to ensure that knowledge gaps are corrected. In all cases, the model 
is that the employee engages for several minutes a day with their performance goals, goes through some microlearning 
and engages with the system's motivational elements.

If you’re a critical reader, you’ll have one question – “how can you identify the right engagement activity at the right 
time?”. And it’s a great question, because doing that isn’t trivial. It requires the system to be able to “sense” what’s going 
on in other systems. For instance, the system needs to “know” that a sales person doesn’t know how to sell a certain 
product, or that a service technician isn’t familiar with a certain process, or that a certain company site has poor customer 
satisfaction ratings. Often, this data is spread across multiple data platforms.

Here’s an example: Travis has sales goals for products A, B and C. He doesn’t seem to be selling product C. Does he have a 
knowledge gap? Is he unaware of his goals? Is he lacking in confidence? By tying into the right systems, the engagement 
automation system can send the right performance-driving activities and messages, since it can determine the source of 
the inability to sell product C.
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How to Apply Engagement 
Automation
Now that we understand what next gen performance management means let's investigate the process behind it:

• We define the desired outcomes, such as correcting sales behaviors, driving learning and more.
• Employees are segmented into audiences (e.g. based on role, tenure, success rates, etc.)
• High level goals are set (e.g. improve sales of product X, reduce response times, etc.)
• Goals are broken down into audience specific targets (e.g. sell 10 units of product X, hit an average response time of 1 

minute)
• Feedback and engagement activities are implemented with triggers (e.g. if agent A is too slow to answer calls - send 

him feedback, if agent is close to the target send him kudos).
• Measure performance and optimize engagement automation

Define 
desired 
outcome
What would 
you like to 
happen

Define your 
target segments 
& events

Select 
Audience 
and 
Triggers

What happens 
when the 
trigger occurs

Choose 
Actions

Did the 
trigger have 
the desired 
outcomes?

Test & 
optimize

The engagement automation process

Let’s examine the process in more detail:

A.	 Defining	Goals

To improve performance, we must first go through a process of defining and refining goals. Companies usually start this 
process with strategic, high level objectives. They then break these down to more concrete short-term targets such as 
embedding specific behaviors or improving certain KPIs. 

Now that we've set our goals, the next stage is helping our employees achieve them. Just like with our trainer example, 
this will involve activities, feedback and engagement-related messages that will help keep employees on track. To get 
these activities to happen in exactly the right time, we use automated triggers.
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B. Segmenting Employee Audiences

Every mass personalization effort starts with defining audience segments. Similarities between users such as role 
requirements, weaknesses and behavioral patterns help us pool users together.

For example, we might consider employees in the sales department as one pool and employees at the service unit 
as another. We can deep dive into more granular pools to make our activities even more personalized. The more we 
segment our audience the more targeted and relevant we can make our goals, activities and messages.

Initial segmentation can be as follows:

• Are they novices or veteran employees?
• What is their performance level?
• What is their position?
• What is their training status and knowledge level? (from the LMS)
• What is their level of competence and proficiency? (a combination of performance and learning metrics)

C. Triggers & Actions 

Based on the information we collected from our various enterprise systems, we can now set triggers to automate 
engagement actions. For instance, for employees who are lagging in the sale of a product, we can trigger learning 
activities to boost product knowledge. 

For employees whose sales show gradual improvement, we can further motivate them by sending engagement 
notifications and rewarding  them with virtual or physical prizes.

When an employee hits a certain performance milestone (or misses it) triggered actions can be encouraging managers 
to provide feedback or offering them a new personal challenge.

In general, triggered events and activities fall into the following categories:

Personalization – Adapting learning activities, messages and activities to fit a certain employee's needs 
 
Personalization is to send certain learning or performance challenges based on employee data or behavior. For instance, 
employees that respond to performance bets, or employees that need specific support in a certain knowledge gap.

Engagement – Encouraging relevant employees to participate in performance targeted activities 
 
For example, we could trigger messages encouraging a certain employee to check out his score, if we see he hasn't 
logged into the system for a certain number of days. Alternatively, we could send an employee a message encouraging 
him to follow through with a challenge when he is close to getting a record number of points, or to drive a specific 
action.
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Performance Support – Delivering training on the job to help employees improve their work 
 
Performance support can be triggered by knowledge gaps or based on activities that the employee engages in. For 
example, our system could trigger microlearning about product X if the employee's behavior data suggests he lacking in 
knowledge. We could also trigger a simulation about dealing with customer objections for a telesales agent who whose 
success rate in a certain type of call is low.

Recognition and Feedback – Showing productive employees appreciation or helping others course-correct 
 
These triggers will be based on hitting (or missing) KPIs and goals set on the system. For example, drivers who were never 
late for a shift during a specific month, will get an option to select a prize from a virtual store. Alternatively, managers will 
be prompted to give feedback to bottom performers.

+ Adapt learning
+ Adapt messaging
+ Adapt activities

+ Provide encouragement
+ Nudge behaviors
+ Drive participation

+ Moment of need learning
+ Experiential learning
+ Behavioral training

+ Reward behaviors
+ Feedback and coaching
+ Social proof

D. Engagement Automation in Practice

To drive performance towards goals we employ various sets of engagement activities. 

Examples of engagement activities can include

• Notifications on performance status
• Performance targeted challenges, games and competitions
• Targeted Training / Learning
• Feedback on specific actions
• Suggested corrective actions 
• Providing physical or virtual recognition (bonuses, badges, etc.)

As we work with our employees towards goals we will trigger different activities, relevant for each segment, that will help 
engage them with the goals and guide them towards success.

For example, let's look at a collection center where a manager wants to reduce days outstanding on payments. To do this 
he decides to reward agents for regularly following up on clients' promises to pay. 

• The company's CRM system records the time that lapsed since an agent records a promise to pay for a client until 
its fulfilled. When this time goes over a certain threshold, the system will reflect the relevant score, but will also send 
engagement automation messages indicating that the time lapsed between the promise and the follow-up was too 
long. 

• For employees whose points go under a certain threshold, the system will automatically enroll them into a 
training program explaining the importance of regular follow ups and how to best do them. Additionally, it could 
automatically start a bonus challenge offering this employee group to gain back points by getting through a whole 
week with perfect follow up scores.

• For employees who have great follow up records, we could send automatic kudos and share virtual trophies on 
office-wide TV screens celebrating their success.

• For employees who never look at their points or log in to the system, we could send reminder notifications nudging 
them towards participating.
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Summary

At GamEffective our platform provides a gamification and engagement automation layer that helps align employees 
with company goals and facilitates conversations with managers about targets and performance. We are constantly 
involved in projects with some of the world's leading Fortune 500 companies to drive engagement with existing systems 
and processes or help build a culture centered on performance and achievement. 

To learn more and see if engagement automation and gamification could be right for you, please contact us to set a free 
consultation with one of our specialists.




